Introduction
The paper presents our experience of conducting a goal setting workshop for faculty members to help them discover their professional capabilities and interests, their institution's aspirations, and formulate long term goals that will optimally benefit them and their institution. Faculty members are the most critical resources of educational institutes and ensuring their development and contribution to the institution building activities is the most important responsibility of administrators. Early efforts of faculty development were aimed at specific disciplinary expertise and instructional skills [1] [2] [3] [4] [5] . However, the development in core engineering and instructional skills is a narrow perspective of professional development and cannot fulfill the needs of today's faculty and institutions. Camblin and Steger [6] have observed that the faculty development must address issues such as vitality and renewal of faculty members [7] , strengthening relationships among colleagues [8] , supporting stated institutional missions [9] and dealing with both the faculty member's and institution's "capacity to survive" [10] . We argue that educational institutions must develop general leadership and administration skills of the deserving faculty members by leveraging career and motivation management practices established by organizational behavior researchers. Greenhaus et al. examine the conditions under which career goal setting contributes to effective career management [11] . Behar-Horenstein et al. [12] assessed faculty needs at a dentistry college and found 74% to 92% participants rating low their knowledge in acquiring leadership skills and 45% participants rating poor or fair mentoring, which includes goal setting. Sorofman et al. [13] in their report on recommendations on improving quality of pharmacy faculty's work life include goal setting programs. We have not come across any such research with respect to engineering faculty and posit that the research with respect to faculty of other professional colleges can be applied to engineering faculty. Noe [14] believes that the career management process involves exploring professional domain, developing goals, and formulating strategies to reach the goals.
Towards that, this paper describes a goal setting workshop that the first-author conducted at a rural but top 100 Indian engineering college. Forty senior faculty members' self-allocated goals based on their self-assessment and organizational aspirations and analyzed them. The major contribution of the paper is in describing the design of a successful workshop, which can help other fellow colleagues in conducting similar workshops. The next sections discuss the importance of goals, the design and the results of the workshop. The paper ends with concluding remarks.
Importance of goals
The goal can be defined as what one wants to achieve in one's professional career and plays a vital role in one's motivation level and the resultant performance. Elliott and Dweck [15] have referred goals as the central determinants of achievement patterns. Locke and Latham emphasize that the positive effects of goal setting are very reliable. They argue that failures to replicate the positive effects are usually due to errors such as not using correct performance measures, not providing regular constructive feedback, and not ensuring competencies required for the allocated goals [16] .
Matusovich et al. [17] discuss several motivation theories that recognize that individuals' actions are shaped by their beliefs, values, and goals. Two theories, namely expectancy value theory and achievement motivation theory, are used widely in the education domain. Expectancy Value Theory (EVT) posits expectancy of success and value beliefs as central in individuals' engagement in activities [18] . Achievement motivation theorists attempt to explain individuals' choices of achievement tasks, vigor and persistence with, and the resultant performance in them in achievement situations [18, 19] . In that context, achievement goal is one of the most commonly used constructs. Elliot and McGregor have defined it as the purpose of the competence relevant behavior [20] . The achievement goal is supposed to have four elementsmastery approach, performance approach, mastery avoidance, and performance avoidance [20] . This paper uses the mastery approach goal that is absolute and positive. A mastery goal is aimed at you becoming a master at something and not becoming a top performer based on some extrinsic measures. So instead of trying to get an "A" in a course on innovation, you innovate in real life and add value to appropriate stakeholders. This ensures that your satisfaction or selfworth does not depend on external indicators, which may be beyond your control.
Locke and Latham have evidences of goals increasing performances in more than 100 different tasks involving more than 40,000 participants in eight countries while working in laboratory, simulation, and field settings [16] . Waychal [21] has provided empirical evidence of statistically significant positive correlation between the clarity of goal and the performance of faculty members establishing the criticality of setting professional goals.
Workshop Design
The workshop objective was to help faculty members understand themselves, their institution, and formulate long term goals that will optimally benefit the institution and individual faculty members. The authors decided that workshop outcomes should include participants being able to know more about their capabilities and interests, to explain the importance and dynamics of goal setting, to derive their goals to optimize institutional and individual growth, and to realize the goals by arriving at a set of executable projects. The individual faculty members already had appropriate teaching and research goals and the workshop aimed at institutional building and faculty development by undertaking appropriate goals.
The first author learnt the aspirations, the problems, and the goal setting and monitoring processes of the institution. The problems included the lack of sincerity of the faculty in working towards the goals despite proper allocation and inclusion of the goal performance in the KRA (key result areas). Table 1 lists the aspirations i.e., institutional goals. They include student development for various pathways, ensuring better intake, and using ICT (Information Communication Technologies) for core and administrative processes. They also cover supporting aspirations such as increasing research, consultancy, and industry interactions; and meeting accreditation requirements. These goals were reinterpreted as 12 sub-goals such as dividing student development for entrepreneurship, higher education and employment pathways; and ensuring better intake into domestic and international domains. To have the best domestic and international students. To ensure effective usage of ICT (Information communication and technology) for administrative, and learning and teaching activities Comprehensive student development for higher education in India and abroad, entrepreneurship, and employment in various types of enterprises. Strengthening of industry institute interaction Implementation of OBE (Outcome based education) Accreditation of programs Strengthening of 3Ps (Publish, Patent, Projects) through research and consultancy The first author then designed the workshop with the following broad elements: self-assessment using a variety of techniques, fundamentals of goal setting, understanding of and alignment with the institutional goals, analysis of their goals resulting in executable projects, and their discussions with the full cohort. The design is illustrated in figure 1 and discussed in the forthcoming paragraphs. The activities included watching the Indian movie "Lakshya" (meaning goal) and filling a questionnaire on career goals (appendix 1). The movie highlights the criticality of goals in one's professional life, which conditions individuals to fill in the goal questionnaire. Turregano says that movies, like case studies, offer real-life portrayals of examples of crisis; which influences viewers' desire to emulate similar behavior [22] . Champoux believes that the contemporary educators and trainers are using movies due to visual portrayals of life that can be entertaining, memorable, and thought-provoking. Further, he adds, that movies can trigger discussion and counterbalance traditional teaching due to a unique effect of displacement -the effect that allows the viewer to be emotionally involved in a situation, and yet maintain distance to be objective [23] . The participants also assessed themselves using an instrument from PLOTR (http://www.plotr.co.uk/), a UK based, government-supported, and industry-led institution that identifies strengths of individuals and corresponding career options.
2. In the opening session, the workshop faculty emphasized the importance of meditation in education and administered a 20-minute meditation session. Stueckemann [24] states that meditation increases concentration, attention and improves goal-directed action. Miller [25] affirms that meditation enhances a critical first person focus. The meditation session helped participants to calm their minds. In that calm and focused state of mind, they were asked to think of the activities that they would undertake, if they do not have to work to earn livelihood i.e. for sheer joy.
3. The workshop faculty then explained the engineering education scenario by discussing the challenges at the global [26] and national levels [27] , and the critical responsibility that today's engineering educators have to develop workforce to tackle the challenges. The workshop faculty encouraged them to think beyond traditional teaching and research responsibilities and undertake innovative initiatives to develop engineers who can fulfill the requirements of the 21 st century [28] 4. After a break, the participants did another self-assessment exercise. The participants identified professional activities that they were best at and activities at which they excelled. The lists were peer-reviewed and validated. All these self-assessment measures brought forth capabilities and interests of individual faculty members. Appendix 2 provides the selfassessment form.
5. Then the fundamentals of goal-setting were discussed [29, 30] . The workshop faculty highlighted that the goals should be SMART (Specific, Measurable, Attainable, Relevant and, Timely) and ensured their correct understanding of the SMARTness by asking them to comment on some sample goals. 6. The workshop faculty then presented the institutional goals decided by the college administration and impressed upon the participants the need of teaming to tackle them.
7. The participants chose a goal based on their self-assessments and teamed up with the faculty members who had chosen the same goal. The recommended team sizes were of two to four faculty members. As discussed earlier, 12 sub goals were developed from the seven goals. All (twelve) goals, except one, were chosen by teams of 2-4 faculty members and there was no contention over any goals. The groups analyzed their goals using the force-field analysis technique [31] , which resulted in concrete projects to realize their goals. Appendix 3 presents a sample analysis.
8. The participants presented analysis of their goals to the entire cohort. To avoid monotony, the workshop faculty interspersed group presentations with implementation (diffusion) challenges and ways to tackle them [32] . On the following day, the participants completed an optional workshop-end evaluation that asked them to list three things that they liked and three things that they disliked about the workshop, and provide overall rating using Reichheld's net promoter concept.
9.
The college administration invited the first author to regularly review the identified projects to ensure their success. After a couple of reviews, a follow-up evaluation was carried out, wherein participants listed two most important benefits and two most important improvement areas of the workshop.
Result
Ayer [33] has suggested formative, summative and follow-up evaluations for any program. The authors evaluated the workshop using those three methods and found the following results.
Formative evaluation
The authors did not carry out formal formative evaluations during the workshop, however, sought informal feedback from the participants during the breaks. The workshop faculty also interacted with each group during the goal analysis session.
Summative evaluation
The third author, a senior faculty at the institute, solicited feedback on the day after completion of the workshop. The workshop faculty received responses from 25 of 40 participants and analyzed them (table 1) .
The participants liked the goal setting process -that included assessing capabilities and interests of the individual through a variety of methods, explaining the institutional goals, self-allocating those goals, and analyzing them in teams to identify projects. Eight individuals specifically mentioned the identification of projects as a benefit. The presentation material was liked by eight individuals -most of them liked audio visual clips. Seven participants liked meditation and seven liked the delivery style of the workshop faculty. Four participants liked opportunities to make presentations on their goal realization plans to other groups and four participants liked interactive nature of the workshop. Some of them referred to increased engagement because of the interactive nature. Four participants liked the way workshop faculty managed his presentations. That mainly included time management and question management. Two participants liked the discussion on Indian engineering education scenario. The other factors included 'the workshop brought out the need of being grateful', 'meticulous planning for the workshop', 'pre-workshop activities', 'focused execution', and 'innovativeness of the workshop'. The participants did not suggest any improvement areas. The authors sought overall feedback based on Reichheld's net promoter score concept [34] by using the Likert scale. The average turned out to be 4.1/5; the 4 was 'recommendation' and the 5 was 'proactive recommendation' to other colleagues. 
Follow-up evaluation
After the second monthly progress review, the participants were asked to list two benefits and two improvement areas of the workshop. All 32 participants, who attended the review session, responded. The authors did not consider one response due to the lack of clarity and analyzed remaining 31 responses (table 2) . Like the summative feedback, participants did not suggest any improvement areas. Table 2 : Analysis of the follow-up evaluation
Benefit Frequency
Goal setting process 18
Goal realization plans 11
Team work 5
Others (how to excel, innovative way of thinking, solving problems, proposed review system, meditation)
5
Specific suggestions towards the participants' goals 3
Clarity of institutional problems 2
Individual assessment 2
The participants viewed the goal setting process as the strongest benefit. Some participants elaborated with statements such as, 'scientific approach towards goal setting', 'I could understand the systematic way to achieve any goal in professional life', and 'this should help me set goals at departmental level'.
'Goal realization plans' had the second highest frequency in the feedback. Some participants elaborated with statements such as 'focus areas were identified' and 'timeframes were defined'.
The workshop included formation of teams and a few team exercises. The participants did benefit from them and stated 'group working culture' and 'role of team members in finalizing goals', which are a part of the third benefit -'teamwork'.
Some participants listed other benefits such as 'key points in addressing and marching towards excellence', 'innovative ways of thinking', 'how to face and solve problems systematically', and meditation. 'The suggestions / solutions that the workshop faculty provided for their specific goals', 'clarity of the institutional problems', and 'self-assessments' were benefits identified by two participants each.
Reliability and Validity
Reliable and valid study connotes the absence of bias and higher truthfulness. For qualitative study, they are conceptualized as trustworthiness, rigor, and quality [35] . Lincoln and Guba [36] believe that for qualitative studies, validity implies reliability and suggest demonstration of only validity in those experiments. Creswell and Miller [37] have observed qualitative researchers employing triangulation, member checking, peer reviews, thick description and external audits to demonstrate validity. They have defined triangulation -a widely used measure in qualitative studies in this context -as a validity procedure where one searches for convergence among multiple and different sources of information. The authors searched for and found convergence between the workshop-end and the follow-up evaluations, which had gap of two months, indicating validity of the data.
Concluding remarks
The faculty members remain the most critical element for the success of any academic institution. The institutional administrators, therefore, must pay attention to their holistic development. Faculty development in core engineering areas is receiving sufficient attention and that in instructional areas is receiving some attention. However, the development of leadership and administration skills, and career management is receiving little or no attention. Toward that end, the administration must facilitate setting appropriate goals and catalyzing their realization.
The authors did that by designing and delivering a goal setting workshop at a leading engineering Indian college to set institution building goals for their senior faculty members. The individuals already had appropriate teaching and research goals. Going by the workshop-end and the follow-up feedback, the workshop was successful. Participants have given positive feedback at the end as well as two months after the workshop and are progressing well on realization of their goals. The overall summative feedback based on Reichheld's net promoter score concept [34] by using the Likert scale was 4.1/5; the 4 was 'recommendation' and the 5 was 'proactive recommendation' to other colleagues. The participants did not suggest any improvement areas either in summative or in follow-up feedbacks. The participants liked the goal setting process and mapping of goals to specific projects to facilitate realization of the goals. The workshop end feedback focused more on the techniques and practices followed in the workshop and the followup feedback focused more on the absolute benefits. This brings out the value of the follow-up feedback.
The fact that the workshop had resulted in specific executable projects seems to have increased the workshop benefits. The workshop, though, did not alter the goals. All participants chose the goals that were closer to their earlier goals, indicating the correctness of allocation by the administrator. It is also possible that they already had started working on the goals and did not want to lose that advantage and restart with another goal.
More iterations of the workshop in similar and diverse institutions are necessary to validate the benefits such as participants choosing and analyzing appropriate institutional goals, and successfully realizing them. While the follow-up feedback after two months of the workshop has also been positive and the monthly reviews indicate good progress towards the goals; the real success of the workshop is in the ultimate realization of the goals, which will require some more time. However, the workshop design and execution offers sufficient learning to fellow colleagues in carrying out similar workshops in other institutions, which has been an articulated need of faculty members of professional colleges [12, 13] .
